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Founda4ons of Management: Change Management in the Third Sector

When  Nadia  Inwood  a-ended  Mitchell  Phoenix’  public  Founda9ons  of  Management
programme in 2009 she wanted to gain the leadership skills required to navigate a difficult
period  of  organisa9onal  change.  But  how  well  would  a  general  management  course
usually  populated  by  execu9ves  from  the  world  of  banking,  insurance,  and  commerce
transfer to the challenges faced by someone working in the charity sector?

What was your management background?

Before I worked for Vic/m Support  I was a manager  in retail, but that was a completely
different  environment.  In  terms  of  charity  experience,  when  I  started  the  Founda/ons
course  I  had  spent  about  three  months  managing  a  team  of  three  staff  and  twenty
volunteers. Then, just as I was star/ng the programme, I took over the management of a
much larger area with twelve staff, a different dynamic, and a lot more to do in terms of
partnership work.

What are the differences between managing in retail and in a charity?

In  retail  the manager  is  quite  isolated;  your  focus  is  on managing  the  staff  you have  in
your shop, and hiGng the sales targets you have for that period.  In the third sector the
manager spends a lot of /me managing the rela/onship with partner organisa/ons, and a
great deal of their focus is on genera/ng funding from those partners. The influence the
manager can exercise on these people  is really  important. There is also a different staff‐
management  dynamic  in  chari/es,  and  performance  is  measured  differently.  We  have
targets  here  rela/ng  to  funders’  expecta/ons,  but  that  is  quite  different  to  field  sales
where you are looking at what you’ve got coming in every day.

How is performance measured in a charity?

In  a  number  of ways. We  gather  service  user  feedback  on what we  are  achieving with
clients and how  they perceive  the  service. We also have  targets  rela/ng  to  fundraising;
securing the funding to keep projects going is par/cularly difficult at the moment, and so
being able to do so is a key measure of performance. As an organisa/on one of our aims is
to create posi/ve change for vic/ms and witnesses, some of our performance measures
relate  to  how well we  influence  other  organisa/ons  on  these  issues.  You  can  probably
hear from these that it’s important for us to be influen/al outside our organisa/on as well
was with our staff and volunteers.

What are the challenges in managing volunteers?

Volunteers are the backbone of the organisa/on. There are about 11,000 people at Vic/m
Support, and 9,000 of them are volunteers. They deliver the service and we are lucky to
have them. Our volunteers come from all areas of society,  some are young people who
are studying, others are people who are out of work. All sorts of people volunteer for us
and this means they have a wide range of different needs to cater for.
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The  difference  between  managing  a  member  of  staff  and  a  volunteer  is  this:  a  staff
member  has  obliga/ons  as  part  of  their  role,  contractual  agreements,  appraisal,  and
targets to work to in their personal development. With a volunteer it’s very much about
what they want to get out of that role. They are not doing it for money but for fulfilment
of  another  kind,  a  sense  of  giving  something  back  to  society,  of  helping  people,  or
whatever  it  may  be.  This  means  we  have  to  balance  working  towards  good  prac/ce,
ensuring  they  follow  professional  policies  and  procedures,  and  at  the  same  /me  not
making  their  role  so  onerous  that  they  are  no  longer  prepared  to  do  it.  We  have  to
maintain and harness their enthusiasm.

Volunteers are giving their /me away for  free and they are passionate about what they
are doing. We need  to give  them something back  for what  they are giving us,  and  that
means having the support and learning opportuni/es in place for them. You need to put
the /me in at evenings and weekends doing posi/ve things for the volunteers ‐ seGng up
training opportuni/es and ac/vi/es. Organising  these out of hours ac/vi/es demands a
high  level  of  commitment  from  the  paid  members  of  staff,  and  I  enjoy  working  with
people who are commiVed in this way.

What did you want from the Founda9ons programme?

Vic/m Support  is  going  through wholesale  changes  at  the moment,  so  I was  looking  to
gain confidence in my ability to lead change and communicate strongly. Before the course
I was a  suppor/ve, posi/ve manager with a  lot of  knowledge and experience.  The next
step was to be able to be decisive and communicate those decisions straight to the point.
In the past I’d skirt around the decision, give someone the background, soWen them, and I
learned on the course that if you do that people see you as weak. Now I have a structure
for communica/ng directly and effec/vely and persuading people to take ac/on.

For example, a par/cular project was in deficit, so I had to take some tough decisions, one
of which was that the volunteers should pay towards their own supervision. (Typically
volunteers in Vic/m Support counsel others who are experiencing difficul/es in their lives.
A supervision is a one to one mee/ng where a volunteer works through the emo/onal
impact counselling others with serious problems is having on their own lives.) Obviously
volunteers are giving their /me for free, so this idea of them paying for supervision wasn’t
well received. It was important that I communicated the decision strongly, helped them
see the benefits in the long run, and secured their con/nuing commitment to this course
of ac/on.

The other area I wanted to improve was delega/on. I was about to go from having three
staff to having twelve. In the past I was someone who worried about asking people to do
things  in case  it was too much for them, so  I used to  just do the task myself. Now I am
confident to delegate, and I’m able to get them to buy in to doing the task as well. With
more staff and responsibility,  it was crucial  I  improved on this, and the course has been
very helpful in this area.
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How easy did you find it to apply the material from the programme back in the office?

I felt really posi/ve about it aWer the first seminar, but I was a bit worried about whether I
could put  the material  into prac/ce  and make  it work  in  the office.  The  concepts were
clear and I could see they would create results, but I wondered if I would be skilful enough
in  applying  them.  Although  I  was  apprehensive,  I  knew  I  had  to  put  the  material  into
prac/ce, because we had to report our results to the group at the start of each seminar.
So I tried it, saw that it worked, and then saw the evidence that these things were working
for the others in the group too. As the course went on the messages were repeated, we
saw the concepts working in everyone’s management environment and it started to sink
in and become everyday prac/ce. We all quickly developed the confidence to go out and
experiment with our management style.

What were your early successes in applying the material?

I  had  to put  together a proposal  for  the police  to  fund 3 years’ work  tackling Domes/c
Violence (DV). Before the course I would have wriVen the proposal on my own. This /me I
consulted  with  the  DV  team  manager,  and  asked  her  a  number  of  ques/ons.  The
manager, seeing how I was working with her, then got her team together and asked them
a number of ques/ons about what we should be doing and the best way to set it up. Then
the  team manager and  I got  the  team together and shaped  the proposal. The  feedback
from the  team was  that  they had enjoyed the process and were  looking  forward to  the
changes in their way of working that the sugges/ons in the proposal implied. They were
more mo/vated and confident than they had been before, and this was in the context of
changing  the  way  they  were  working.  Usually  people  resist  change,  and  one  of  the
concerns I had before the course was how to involve and mo/vate the team in all of the
changes  that were  going  on  in  the  organisa/on.  On  this  occasion  the  task  of wri/ng  a
proposal had become a mo/va/ng exercise.

Another aspect of the course material which was important was all the work on building
influence.  I  had  come  in  as  the new borough manager,  and  I  had  to build  rela/onships
with  a  number  of  key  contacts  quickly  –  the  police,  the  local  authority,  other  partner
organisa/ons. Part of my role was to chair the domes/c violence steering group, sit in on
mee/ngs with other partners, and secure our funding streams for the coming year. I knew
that  they might be worried about  the stability of my borough because  the old manager
had leW and they didn’t have a rela/onship with me yet. If I didn’t come across as a strong
leader who knew what she was doing, they might decide not to con/nue funding some of
our projects, and to divert the money to a different organisa/on. I was very conscious of
all the material we covered early in the course on influence in mee/ngs, being prepared,
communica/ng confidently, listening to others.

A success I was happy about was geGng some funding for a par/cular project. It didn’t
come through a normal applica/on, but through a discussion with one of our key
partners. They had some money leW and I managed to persuade them to give it to us, and
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as a result it kept the project alive for a bit longer.  I obviously had a strong influence on
them, and they saw my ability and the logic of what I was sugges/ng for developments
with the project. I hadn’t done any fundraising before, so I felt really pleased.

Now the programme has finished it’s possible to look back. What do you s9ll use, what has
remained with you?

All of it. I feel like I’m using the material more now I’ve finished – it’s become part of my
style. Whenever  I’m  in a mee/ng  I’m always thinking about what  I should be doing, the
same with  appraising  staff.  The  “Check  up  to  Praise”  idea  has  such  a  posi/ve  impact  –
especially  when  staff  morale  has  been  low  because  of  all  the  changes  going  on.  The
approach to delega/ng has been excellent – geGng staff buy in, hearing their sugges/ons,
and it has been great for maintaining staff mo/va/on.

There’s a lot in the programme. It was the right course at the right /me and it’s given me
confidence, a strong founda/on, and something to fall back on – to know I’ve got specific
things I can do in my approach that work.

What for the future? What’s next for you and Vic9m Support?

Having done  the course, and with  the experience  I’ve accumulated,  I  realise  I’m a good
manager  and  I  enjoy  the  challenges management  brings.  Vic/m  Support  is  undergoing
considerable change at the moment, and change is always difficult. That said, it’s a great
organisa/on, and a very posi/ve place to work. I enjoy working in an environment where
people  are passionate  and  commiVed  to what  they do,  and  that’s  the environment we
have here.

Vic9m  Support  is  a  na9onal  charity  which  effects  posi9ve  change  for  vic9ms  and
witnesses, helping people to reduce the impact of crime and recover and rebuild their lives.
For more informa9on visit www.vic9msupport.org.uk




